Chapter 2: Knowing How to Lead

LESSON 4: COMMUNICATION

|
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PURPOSE

It's not what you say, but what
you do. This daement highlights the
philosophy that actions spesk louder
than words. You ae a modd for
others. They watch what you do and, if
they admire you, will imitate your
actions. Communicating is sending &
message through a process that alows
the recelver to understand the message
as you intended. Many things affect
this process. In this lesson, we will be
learning about the process of communi-
cation, the barriers to that process, the
power of emotiond inteligence, and
the process exchanging feedback.

INTRODUCTION

Even though your actions spesk louder
than the words you use, words dill influence
others. To be effective, there must be an
underganding of what is heard and aignment
of actions with what you are saying. Effective
communicetion is important in our lives. It is
the number one cause of interpersond conflict
and we spend over 70 percent of our waking
hours communicating through some means

(writing, reading, listening, pesking).
Communication is defined as the trans-

ference and underganding of a meaning. Note
the two words transference AND understand-
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ing. It is not enough to just send a message.
For the communication to be successful, it
must be understood. Thisis no easy task.

THE COMMUNICATION PROCESS

s
Feedback

Fird¢, someone has something they
want to say, a message to be sent. Then the
sender encodes this message. That means
the sender puts it into some symbolic form
to be trangmitted. Once the message is
encoded, it is transmitted through some
medium. This could be written, spoken, nor+
verbal gestures or expressions, paper, tele-
vison, audiotape, etc. The receiver then
decodes the message. He/she must put the
message in some symbolic form that they
undersand. Findly, through feedback, the
sender determines whether the message was
received as intended.

Sounds easy, doesn't it? Wdl, it is
much more complicated than that, and that is
why most communication is not understood
and often creates conflict. There are many
hidden barriers affecting the process.

For example, the encoding and
decoding process is greatly affected by the
sender and recever’'s ills, atitude and
knowledge. Higher ills in reading, writing,
ligening and reasoning influence wha is
sd, how wdl it is sad and with what
meaning it is sent or receved. We have
discussed earlier in Chapter 1 that attitudes
can affect your behavior. When you are
communicating, your dtitude can affect the
tone of your voice, the words you choose to
use, and the readiness to lisen. Findly, your
knowledge about the topic has an impact on
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how wedl you can communicate about the
message.

Additiond barriers exis. We often filter
what we say. Meaning, we drop things out of
the message based on what we think the
listener needs to know or wants to know. We
choose wha to say. We ligen sdectively.
Meaning, we ligen for what we want to hear.
We ae overloaded with information to the
point of not knowing how to organize or use dl
this information. We might be defensve or
apprehensive about the message ad not want
to hear what is being said. Languages, accents,
and jargon affect what we hear and wha we
think it means. Is it any wonder we have
difficulty being understood?

You will be building your sills around
communication in speaking and writing tech
niques in other lessons. One barrier we want to
discuss now is on€'s emotions and how they
interfere in the communication process. We are
going to explore Emotiond Intdligence. Emo-
tiond Intdligence is the ability for one to
monitor their emotions, and use information
about those emotions to guide one's thinking
and actions.

EMOTIONAL INTELLIGENCE

Our emotions ae red. They create a
need to “react” in a dtuation that faces us.
When faced with a dangerous Stuation it is the
bran quickly teling the rest of your body that
something is not right and it is time to dther
run away or stand and fight. Emotions cannot
be checked a the door and forgotten until the
day is over. If you have a disagreement with
your parents before school, the emotions around
that disagreement are influencing your behavior
the rest of the day, possibly the week. They will
influence what you hear, what you say, and
how you behave. They will become barriers to
understanding or sending a message.
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People who have a high degree of
emotiond intelligence have a greater degree
of influence. Thear behaviors reflect they are
aware of what the emation is that is present,
understand why that emotion is there and are
able to separate the emotion and the reaction
s0 they can manage the emotion rather than
the emation managing them.

There are five competencies or <kills
to managing your emotions sdf-awareness,
«df-regulaion;  sdf-motivation;  empathy;
and effective relationships.

Self-awareness is the adlity to “fed”
the emotion and undersand where it is
coming from. Read the lis bedow. Wha
would you be feding if you were in the
following Stugtions?

A dow line & the video store.

Making a presentation in class.

A surprise birthday party.

Being told on Friday that you cannot
go to the balgame on Saturday.

A phone cdl from an old friend.

Different emotions can happen in amilar
dtudtions The dow line may not be a
problem if you are not in a hurry. However,
add to that gdtuation that you have only a
few minutes to get home on time or your
parent will be grounding you for aweek.

Now tha you have identified the
“feding” that is going on indde you in those
gtuations, think about the consequences
those fedings might bring. For example, the
dow line and your need to be home on time,
could bring about your making comments to
the people in front of you if they are not
ready to ring up their purchase. Or it might
make you moody and be abrupt with your
friends who are waiting in the car for you.
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The emotion will drive different “actions’ or
consequences. You need to know what the
emotion is (fear, frudration, anger, disgppoint-
ment) and why it exigs (what consegquences the
Studion migt bring, therefore how you might
react to the emotion).

Self-regulation is the ability to control that
emotion. Do not ignore or push asde the
emotion, but to recognize it and ded with it
effectivdly. Taking a pause between the
emotion and your reaction to it. And more
important, identifying what you ae tdling
yoursdf a that time — sdf-talk.

What you tel yoursdf goes immediady to
your subconscious where it increases or
decreases your anger or other emations
Repeated negative Hf-tak leads to exagger-
ated and irrationa thinking. Have you ever sad
these things to yoursdf?

They adways take me for granted.
I'm dwayslate.

No one ever helps me.

No one ever listensto me.

It will dways be thisway.
Everything | do iswrong.

| never get apassing grade.

Now think about why you say those things
to yoursdf. For example, if you are aways late,
why are you late? Are you only late a certain
times? Be more specific about your being late.
Once you have identified why you say those
things to yoursdf, you can begin to identify the
emotions around the reasons you are late which
is driving the behavior to be lae. It could be
that you are not getting to bed early enough to
get a good night deep. It could be that you are
not prepared for that class. It could be that you
don't like that particular teacher. Whatever the
reason, once you have identified it, you can
change the «f-tdk from “I'm adways la€e’ to
“lI am late because | do not get enough deep.”
The next question would be why don't | get
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enough deep? Because | don't start my home-
work until after dinner. What can | do to
gart my homework earlier so | can get a
good night deep. You see it is a series of
questions getting to the root of the problem,
which is cregting in you an emation thet is
driving negaive odf-tdk and  negative
behaviors.

Self-motivation is the dhility to
change the way you think about things in
order to get them done. There are things
about our lives school, family, and
community that we don't enjoy doing. But
they must be done. Learning to connect to
those things in a postive way is a big part of
emotiond intdligence. Can you identify a
few things about school that make you fed
uncomforteble or bored? Now answer the
next two questions. Why ae these things
important? How might you think about these
things differently so that you can take
greater satisfaction in them?

Empathy is the ability to share your
fedings with others more openly so they
will open up and trus you, improving
communication overdl. Think of someone
you are close to. Someone you tdl everything
to. Do you trust that person? Do they trust
you? Then think of someone you tdl very
little to. What is your trust level with them?
Each rdationship will build a different trust
level. However, it begins with you. The
greater the trust, the more open the communi-
cation. The more open the communication
the greater the trust. Kind of like the sory,
which came firg the chicken or the egg?

There are four levels of communication:

- Supefidd (“hi” “how you doing”)
Fact (“Itisraining”)
Thought (“I think you are good at
thet”)
Feding (“I fed you don't care about
your homework™)
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With some people, you never get past the
firda two levds To open the trut and
communication you will want to reach the
fourth leve.

Findly, effective rdationships ae about
what occurs from your ability to be sdf-aware,
to sdf-regulate and sdf-motivate and to create
empathy with others. It crestes an enthusiasm,
which is contagious. It is about finding those
things you love about what you are doing and
cregting such an energy level aound those
things that deding with those things you don't
like can be esser. Ealier we thought about
things you did not like about school. Now think
about things you like best in school. What
meakes those things S0 gppeding?

The communication process of sending and
recaving a message is successful when the
message is understood. Many bariers exigt that
get in the way of our message being understood.
Our behaviors speak louder than our words.
Our overdl communication is increased by our
ability to engage in our emations, rather than
kesping them & bay. Emotiond Intelligence
dlows us to become aware of the emotions,
regulate their consequences, find ways to
motivate ourselves to complete tasks we may
not like to do, fed empahy with others and
build effective rdaionships — increasing the
likelihood that the message sent is the message
received.

EXCHANGING FEEDBACK

The next topic for this lesson is
feedback. Although it is seen as the find loop
back to the sender, it is present throughout the
process. How and when to give feedback is
important to the process. Having a high degree
of emotiond intdligence increases the effective-
ness of providing and receiving feedback.

Feedback is something we give as wdll
as recave. Whether the gift is welcome or not
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depends on knowing when and how to share
our reflections so that others accept, vaue,
and seek out our point of view. When we
give feedback in a caing and skillful way,
we open awindow on the world.

In the give and take of effective
feedback, you need the <ills to create a
zone of siety in which honet and
condructive information can be exchanged.
Those who are people smart are adept at
inviting others to give them condructive
feedback. They are dso tadented at getting
invited by others to give them feedback.
They ae able to give feedback that is
condructive and enlightening.

Many of us have had bad
experiences with feedback. Perhaps we were
on the recaving end of too much criticiam
from people in authority (parents, teachers,
supervisors), or fet put down ly peers when
we were most vulnerable. However, we can
gructure the feedback process in ways that
create a sense of safety for oursaves and for
others.

In order to receive feedback we need
to let others know that we want it; that we
are receptive to hearing both the postive
and negdive dory. To avoid being over-
burdened by too much feedback we need to
be gpecific in our request for feedback.
Specify why you want the feedback, what
areas you want feedback in, and how much
feedback you want. Read the following
example of how to ask for feedback.

“Sarah, the more I'm learning about
leadership, the more I'm coming to
understand that recalving feedback is
important to making me a better leader
specificdly, ligening to others idess. | redly
want to make a difference in our unit and |
want to understand how my behavior affects
the team. I'd like you to hdp me with this
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by shaing your honest opinions with me
Would you be willing to do thet?

“You can hdp me today by answering
two questions. What are some things | do that
make it eeder for you to convey your idess,
and what isonething | could do differently?’

Compare the previous request for feedback to
thisone:

“Sarah, the team leader told me |
needed to get some feedback from others about
my ligening skills. | listen to others don’t 177

Getting feedback from only one source
could lead you down the wrong corrective road.
Getting the feedback and agreeing with it are
two separate things. That is why you want to
broaden your circle of feedback sources. Your
Success Profiler is a good tool to use to receive
feedback from any sources around the same
questions. Also posing the same questions to a
number of people can vdidate what you are
told. If most of the people you ask have smilar
input, you can assume there is some vdidity in
ther comments. Even if you are uncomfortable
withiit.

If you are not ready to receive feedback
(or if someone ese is not ready to receive your
feedback) you will mogt likely deny, discount,
or defend yoursdlf instead of ligening to it. To
be invited to give feedback entalls four key
behaviors You need to ask for permisson,
share rather than indg, time your input, and
check others perceptions.

By asking permission to share feedback,
you can et the stage for your input and assess
the recipient’s readiness to ligen. Some ways
to seek permisson might be:

Is this a good time for you to hear some
feedback about...
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Would you be open to hearing some
input aboui. ..

| have some input on how you
handled... Would you like to hear
them?

May | share some reactions with you
about...

Finding the right time and the right leve
of receptivity will enhance the likdihood the
feedback will be heard. That is the same for
you as the receiver. If it is not a good time
for you to receive feedback, let them know
that and agree to a better time and place.

Share your feedback in a form of a
hypothess rather than to indgt that it is a
fact. There might be a reason behind the
behavior you were not aware of. By not
ingging you ae right, you hep your
recipient trust you and fed safe. Here is an
example

Sarah has accepted your offer to share
some feedback about her presentation to the
class. You had noticed that Sarah was
goeeking very fast and seemed to be
cramming in too much information into the
presentation. You ask: “I was wondering if
you felt pressured to cover every aspect of
the topic in your presentation?” When Sarah
agrees that this was the case, you ask: “If
you could only address three main points,
what would they be and why?’

The timing of the feedback is essentid to
it being heard. Feedback is most effective
when it is immediae Old guff is not
rdlevant. Memories fade quickly. Whenever
possbhle go for an ingdant replay while the
behavior in question is fresh. However, being
sendtive to the circumdances is important
as wdl. Providing feedback in public can be
embarrasing. Think through the impact that
the time and sHting will have so you can
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reduce didractions and increase the usgfulness
of your input.

Checking the recipient’s perceptions about
your feedback is a find clogng point to the
feedback process. Ask them how they felt about
what you sad, was there agreement or
dissgreement, was your input hdpful or
confusing, and/or does the person need more
information? It heps to use effective ligenng
sills like paying atention to peopl€s words
and body language and daifying the meaning
of ther reactions If thee has been
miscommunication or fedings have been hurt,
oftendarificationcan help the Stugtion.

Feedback is most ussful if it is condructive,
concise, and specific. People are more open to
postive feedback than negdtive. If you can tell
them what they are doing right, they will most
likdy ligen and repeat the behavior in the
future. Informative feedback includes specific
behaviors, is limited, and provides suggestions.

Globa statements are not correctable. Specific
behaviors are. Compare these two statements:

Globd: You have an attitude problem.

Specific. You sounded rather impatient a the
team meeting today.

Behaviors lead us to some conclusons

about personal vaues that can be misinterpreted.
Be sure you avoid being persond and dig deep

to find the behavior that needs to be challenged.
Look at the following examples.
Persond: Y ou are doppy and disorganized.

Behavior: There is a lot of dutter in your
locker. How do you find what you need?

Persond: You arelazy.
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Behavior: You often procraginate, don't
finish the task, and return late from bresks.
Why do you think you do this?

Persond: Y ou are well organized.

Behavior: You are condgent in your
prioritizing of assgnments, setting deedlines
and keeping materias readily available.

In each of these examples, the specific
behaviors convey more information than the
persona statements. People can hear the
message more easly, can see the behaviors
you ae gpeking about and ae not
confronted with labels that provide no
direction — either good or bad.

Have you ever been confronted with a
lig of things you do wrong? You might dart
off with a high degree of ligening, but after
a while, it gets difficult. Keep your feedback
focused on the main point.

Show your concern for the recipient’s
growth by suggesting ways they can build
on ther drengths and overcome deficits.
Your suggedions should be  gpecific,
redligtic, positive, and tactful.

Exanple “You often interrupt when
others are speaking. When you do that to
me, it makes me fed you do not vaue what
| have to say. | think you would be a more
effective team member if you practiced
better ligening skills Would you be willing
to work on this during the next team
meeting? When you fed yoursdf ready to
ek before the other person is finished,
could you take a deep breath and hear them
out? If you would like, 1 can St next to you
and if you begin to interrupt someone, | can
gently tap your am s0 you ae aware of
your behavior.”
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When you follow-up on your feedback, the
recipient feds you care. In the example you just
read you could continue the feedback process
after the team meeting by asking:

“I saw you redly working a this today.
You caught yoursdlf the firgt time and stopped,
gpologized and took a deep breath. When |
tapped your arm, you were able to St back in
your seat and let the team tak through the
problem. By the end of the meeting you seemed
much more comforteble in waiting your turn to
speak. You dso did a great job summarizing
what others had sad. How did it fed to you
when you were able to stop yoursdf and let the
others finish? Was it hdpful to have me tap
your am? What would you like to do next?’

If you were not & the meeting you could
fallow up by asking them:

“How did the meeting go? Were you able to
practice your deep breathing? How did that
work for you? What do you think you need to
do next?’

Feedback is an important pat of the
communication process. Emationd intdligence
is an important part of feedback. Being able to
manage your emotions and to give and receive
informative feedback reduces many of the
barriersto effective communications.

* % %

Unit 2: Leadership Theory and Application

Lesson 4; Communication

65



